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А. ЕбОЕРС$Е OF THE STUDY 


The CULICKTRANS system 15 a contractor-opsrated 
Ben netwcrk designed to transport high priority 
States Navy freight. It is currently unknown whet 
she QUICKTIRANS system incurs an excessive amount of lo 
damage. The problem arises because th contra 
handles stzictly governmsnt cargo on zhe system, does not 
Carry private insurance for loss or damage incurred in the 
system and the government acts as a self-insurer. Done 
government were to begin processing claims 2qains*t the 
momesac.cr fcr less and damage, “he contractor would have a 
legitimate геаѕсп fcr increasing rates. Таз  QUICKTRANS 
system dces not have the samt historical data on  icss and 
damage as cther methcds of transportation hecause a contract 
carrier is utilized and claims are пот filed in the same 
manner. In order tc better analyze hs probiem some kack- 


ground information on QUICKTRANS is nacessary. 


В. THE FUNCTION OF CUICKTRANS 


The okjective of the QUICKTRANS syst=za is to provide a 


4 


contrclled, flexible, and responsive n=ethod of expediting 
high dollar repairakles and other urgently-required cargo 
between pcints of major Navy interest within the continental 
United States (CONUS) (Ref. 1]. 

The CUICKTRANS transportation system has been designed 
БП са(:сЕіу the specific requizemenzs oí <he Navy foz exp 
zious ovement of high pricrity material be-ween Nava 
Fer rene, 0.5. Navy ships, Military Airliztt Comnard 





ШИЕ) aerial perts, aircraft engine overhau and repair 
Piedra tiecs, major Navy shipyards, majer supply ectivities, 
nuclear rropulsicn development and fabrication facilities, 
and weapons system fabrication аша esing a acili ies 
[Ref. 1]. These requirements are ner bv contracting with 
commercial ccmpanies to perform the airlift, terminal and 
trucking services. AUncugnEe те “21711525 and terminal 
services are commercial contractors to “he Navy, the 
CUICKTRANS system is an in-egral eisment of the Deisnse 
— с. System (DTS). ШЕ ШИс Pon cea hy Econ ta eet 
is held ty zansamerica Airlines, che Pesta) service 


Semetac. іс neld by CFE Air Cargo Inc., and «the trucking 


For*icn is yperfcrmed by several individual common carriers 
under contracts issued by the Military Traffic Maragement 
Command (MTMC). 
SO ESECNSTBILITIES 

The Naval Supvly Systems Cemmand (NAVSUP) has overell 
fesponsibility for the QUICKTRANS system and  es-ablishe 
system rcliciss. Metas lit contract 1s issued by “he 


Military Airlift Command (MAC) but is administered under the 
Meeecticn of NAVSUP NAVSUP has delegated zesponsibilit 
for QUICKTRANS management and cperations control то Naval 
Material Transportation Office (NAVMTO), Nerfolk, Virginia. 
ШИШИ ТО if also responsible for managing he trucking 
associated with QUICKTRANS; however, the trucking services 
are nct contracted in the same manner as the alrlif nd 
*ezminal services. The trucking services are  rrocured 
*"hrough tre Military Iraffic Management Command (NTMC), as 
descriked in section E below. NAVMTO has responsibility 
Beer erereng the airiizc- and terminal contrects including, 


ne ner limited to, “he on areas: 
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1. Develop a monthly cost base and annual mileage grid 
Г спо the contract yeal:; 

Poe Ln clate, authorize, and issus schedules, scheäule 
ckanges, extans en: El ONS, earee]lla- 10-5, and 
delays; 

3. Issue waivers for movement of =zxplosives and cther 
dangerous articles; 

КИИ асса бе cancellations with the airlift centractor 
and determine whether mileage reduction is appro- 

3. Procure а1тегпате ог substitute ARSS za. ОТ 
service; 
6.  Ferform all phases of administration except these 
reserved to tke procurement offices; 
MECO: and enforce othez administrative functicns of 
mice Gen LACT; and 
8. Perform a+ least annual inspections of the terminals 
memascet=e contrac-or compliance [RBef. 3 
In general, NAV¥TO is responsible for ins 
OUR TRANS system continues #6 run Smoothly and is respen- 


sive to the customer's needs. 


D. AIRLIFT AND TERMINAL SERVICES 


enly the terminal services ard the airlift servi 
у 


con+*racted as conplete systens. The trucking ser 


ct 
I^ 
un 
Q 
e 
4 
13 
(D 
(3 
cf 


E 
€ 
procured individually and several carriers are used. 
menticned above, the airlift contrac ly h 
Transamerica Airlines which has hald «he contrac o 
years. The contract will continue through 39 Septemb 
unless sccner terminated by the government. The government 
may extend the contract ir mcnthly increments for a maximum 
ООН е = mcrths to 21 December 1983. Те contractcr is 


НӘНІПГЕЙ te utilize L-100-30 астагы 1886 Electra 
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aircraft may be substituted with the government's permis- 


sion) ОООО ре ТОШ ПО the 2,056,061 statute miles of air 


11 


Bun rortaticn and approximately 3,600 directed landings ге 
year [Ref. 3]. Directed landings are special landings made 


( 


a- the gcvernmen*t's request. Other landings can be made at 
Bseen-tractor's convenience for refueling or crew changes. 
The terminais are listed in Appendix A and the map ci the 
routes anc the schedule is included in E Br 


Wo 


The terminal services contractor (CFE) has mun 


EN fcr leading and unloading the aircraft, *rucks, and 
ccntainers [Ref. 3]. тей зЫопСгас ог also performs tasks 
Eneas transporting che air crew, delivering flight bags, 


Æ King, clracirg and cthers which will be discussed later 


ps 
(Л 
о. 
m 
H 
із . 
< 
D 
H 
(D 
fa 


IM he zerminal contractor section. Material 


Q 
fu 
ti 
ri 
pa 
44) 
tj 
{Л 
th 
73 
(Qu 


to the *erminals by a wide assortment of common 


{Л 
е 


government vehicles from nearby military installatic 


E. TRUCKING SERVICES 


Trucking services for QUICKTRANS are provided under 
ed by 


MEME routing ffices to cover normal repetitive movements 


с“ 


EE: d25g rcecute crders. Standing roucze orders ars iss 


two cr mere shipments per month) of specific items between 
ШОШ = in CONUS by any mode of transportetion (Ref. 2]. 


They eliminate che need for repetitive issuance cf routs 


crders. aney але рстіодосаііу reviewEd and, if <senditicns 
change, they are rescinded or superceded. The standing 
route orders designate the mode of transportation, the indi- 
vidual carrier or carriers to be used, and any cther 


- 


necessary instructions fcr move 


m 
Five separate trucking ser 


ces have been develcred 
which ars used in cenjunction with the  QUICKTRANS system. 
[iis not desirable for the QUICKTRANS aircraft to stcp at 
every major Naval ac-ivi- because of heir proximity to 
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sach cther cr an inadequate vc f 
the system of trucking services has 
adjusted to pick up and deliv E 
which do not have a CUICKTRANS terminal on b 
MEE.” Ledicated Truck syst2m utilizes c 

e 


nunde- individual standing routs orders 

CUICKTRANS terminals ard nearby installations. The purpcse 
meric dedicated truck system is z:o carry freigh= along high 
volume routes as а feeder system to and fron  QUICKTRANS 


terminals. This system does noct go to many of the smaller 
+ 


activities which do nc* have a constant volume of shipments 


moving. It services larger activities which need regular 
service tc and from QUICKTRANS terminals. The dedicazed 
trucks operate оп а regular schedule wnich is included in 


meopencix C. 

The Expansion Truck system was designed =o handls cver- 
flows in the QUICKTRANS system. Duos 359a dedicated Truck 
system as well but does not have a routine  scheduls. 
o handie overflows. 
he QUICKTRANS -erıl- 


nals ісі “he regularly scheduled flights, trucks ars 
athe 


Instead, it is initiated when needed t 


ct 


When too much freight is tendered to 


ШОШ ред tc carry the extra freight > 
ESE addtional aircraft. The Expansion Truck system was 
designed tc provide expedited dalivery across country ata 
rate cheaper than air freight. Unde this progran ths 
carriers prcvide the trailer which the government packs and 
seals. Тһе carrier tben hauls Ít across country. kher the 
Pucks arrive at the CUICKTRANS terminals, they are unloaded 
and transhipped as necessary. 


Anczler trucking system which utilzes QUICKTRANS facili- 


poss for receiving, consolide contando dis=ribuaticn of 
shipments is Connected Truck (CONTRUCK). CONTRUCK is a 
system which was designed +0 tak2 advantage ої truckload 
rates by censolidating many smallzr shipments of low 


13 





TITY material into one shipment and moving it frcm cosas 


ct 


ге ссаѕ+. Meer Ovides Тос local pickup and delivery to 
Shippers and utilizes other services such as the Ncrihzas- 
Dedicated Truck Service (NDTS). CONTRUCK operates 
regular kasis, between Norfolk, Jacksonville, North Island, 
and Travis. The CONTRUCK route map 15 included in Ap 

D. 

The NETS provides motor transportation service for Less 
than Truckload (LTI) and Parcel Post shipments mcving 
Estween Ncrí£clk area shor2 support activities and surface 
ships and shore activities in the Northeast area of the 
Eastern ssakoard. NCTS includes three North-South routes, 

 ітасіга іп Norfclk. The routss are serviced wc ог 
three times weekly as shown in th» rcuce map in Aprendix E 
[Ref. 5]. 


Individual ccmmercial trucks (common carriers) 


c 
сар 


i 


D 


Ft 


11 


ars use 
Saeaaditicn to thease cther four trucking systems as a teede 
2d do 
ШИЕ =егує ат астіуі+у, ог the timing of the service does not 


Meech the required CUICKTRANS flight schedule. Then the 


to QUICKIRANS. In scme cases the other systems mention 


[jer transportation officer will zendss a shipment to a 
т 


commcn carrier. 


Е. METHOL OF STUDY 


Chapter II is a detailed descrip-ion of how the system 
is designed To operates. Ths wes cE eS. ONS’, manuals, 
contracts and other published marerial per-aining <9 


QUICKIRANS are used to determine how che system should 


operate if everyone performs as the references state. The 
chapter will describe the interfaces with the shippers, the 
government agencies, and «he contractors. (їр сс FIL is à 


descripticn cf the automation system used by QUICKTRANS to 
Kon track of che freight. It will include a detailed 
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descripzicn of how the material is precessad through the 
terminals and what information the informaricn system 
provides. Chapter IV is a review of how the system actually 
operates as indicated by “he published statistics as well as 
a physical review of the system by the author. Тһе descrip- 
tion will include a comparison of the system design, as 
described in Chapters II and III, and what is actually 
CUEING. Charter V is an analysis of the loss and damage 
which cccurs in -*he system. It will include a model which 
is designed t5 compare the loss and damage in QUICKTRANS to 
tha: in a ccmparable systen. The analysis will atempr to 
evaluate the quantifiable and +he non-quantifiabie aspects 
cf the alternatives. Chapter VI presents conclusicns on 
what shculd be done about the loss and damage occurirg in 


the system. 
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Ameo LE RENT ELIGIBILITY 


The CUICKTRANS system is designed for high fEricrity 
items which meet the Unifcrm Military Movement and Issue 
Friority System (UMMIPS) requirenen-s for air shipment. 
meee n-S «which do not meet the criteria mentioned in 
NAVSUEINSI 4630.228 [Ref. 6] (weight exceeding 300 pcunds, 
cube exceeding 24 cukic fet, and requisition dates over 90 
days cld) will be challenged by NAVMTO. When shipments are 
challenced the shiprer must fully justify the need for 
eli ft. In additicn to che excremely high priority ship- 
ments generated from situations such as Casualty R2forts 
R REPIS), Not Missicn Capable Supply (NMCS) and Partial 
Missicn Capable Supply (PMCS), there are other characteris- 
tics which will allew a shipment to go in the QUICKTRANS 
system withcut being challenged (Ref. 6]. These are: 

IN Shspoments of S0 lbs or less, 

ЕЕ Shiraents which will be connecting with a MAC fligh* 
mDerecvypor-, 


3. Fleet Ballistic Missile Material, 


-— 


4. Fereign Military Sales (FMS) shipments, and 
5. Shipments that will move by QUICKTRANS Truck cnly. 


ШЕЕ Shipper is concerned about a shipméenz being chal- 
lenged by NAVMTO it can be prevalidated and the shipment 
will no+ be challenced. Certain shipments which require 
cal handling, a specific flight, courier service, or 
special routing of the plane must always be prevalidated. 
Shipments which would not ordinarily be acceptatle for 
commercial air shipment are eligible for QUICKTRANS flights. 


For example, there are many types of hazardous material 
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ШЕЮ аге considered too dangerous to put on a commercial 
flight and yet are mission sssantial. This hazardcus 
material rust be cl¢ared by NAVMTO on a case-by-case basis 
and must be waived under Department of Transportaticn (DCT) 
exemption 7573, which permits the transportation, by air,of 
explcsives and other hazardcus materials deemed essential to 
national defense via Lepartment of Defense contract airlift 


services [Ref. 3]. 


B. WHO CAN USE CUICKIRANS 


Althcugh QUICKTRANS was set up to service the high 
density traffic areas near major Navy installations, ccher 
services and gcverrment agencies are eligible +9 use 
QUICKTRANS cn a reimbursable basis. Many offline activites 
(off-line meaning net in the immediate area of the termi- 
nals) find the QUICKTRANS service to be cest favorakle when 
compared to other methcds of shipment. QUICKTRANS will also 
EET" сспе materials for air shipment which other air 
carriers will not, making it the only method available for 
some cff-line customers, Cargo is sometimes carried on 
BEDCGRKTBANS which does not actually require al transporta- 
Sion. This cccurs when space is available and the cargo 
movement is considered cost effective. In this event NAVMTO 
will sclici- cargo frcm eligible shippecs. 


C. ВСИ 1С USE QUICKTRANS 


One cf the advantages of QUICKTRANS is the small amount 
of documentation needed to move a Shipment through the 
System. Ihe two dccuments acceptable for entering the 
QUICKTRANS system are the DD Form 1348-1, DOD Single Line 
Item Release/Receipt Locument or the Transportaticn Control 
Movement Document (TCMD), DD Form 1384. Both card and 


printcut+t formats are acceptable. Government Bills cf Lading 
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ID end Commercial Bills cf Lading (CBL'S) are neither 
necessary ncz acceptatle. Eno СШ ПОП ОК Бу NAVUTO using 
the Transportation Account Code (TAC) оп the mcevemert docu- 
rent supplied by the shipper. 

NAVSUE Instructicn 4610.37 series (Ref. 1] is used by 
EEESh2pper for information on how to fill cut the documen- 
Dation. The Military Standard Transportation and Movement 
Peeecaures (MILSTAMP) Instruction 4500.32R contains many of 
the ccdes and other informaticn necessery -o document the 
shipmen-. Special klecks are used when the shiroen“ has 
unusual craracteristics. On thos shipments which require 
special handling, а DD Form 1387-2, 5расіа! Handling 
Data/Ce-ztificaticn must Ба utilized +o alert the QUICKTRANS 
personnel. 

Mme a courier is required, the shipment must first be 
cleared with NAVMTO. The shipper is also  responsibl 
assuring shat the shipment is properly packed and la 
for safe E— including any hazardous cer+i 
tions, special cauticn areas, and shipping informaticn. 

Skippers are enccuraged +o deliver material as iar in 
advance as pessible. The terminal agents are on hand during 
all werking hours tc receive shipments if necessary. The 

hi 


and will usually be notified within thr 


a destination 


ct 


nen 
2h 
The shipment will be available for pickup wi 


Ui 


consignee is required to pick up -he 


pa 
DM "02 


Of arfival. 


O 
л 


ct 


ur 
hir three heurs 


siges at «he 


w 


after the flight, гек? OE Container 
terminal, and high priority items will be ready within twe 
Hours. Special rules relate to M hazardous cargos, such as 
explcsives, which must be picked up immediately. 

NAVMIC has the facilities to trace shipments cn 


№ 


Men y ou. hour basis. The tracing activity needs cnly the 
Meee Trakrercr-ation Ccntrel Number (TCN) information and the 


date shipped to receive current status. 
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SS SCHEDULES 


The schedules for QUICKTRANS are subject to change wken 
considered necessary by NAVMTO, as mentioned in the in 
G@geticn. However, routine scheduled flights, included 
Appendix E, can normally be relied upon by “he shippe 
Between three and seven flights are flown weekly b 
ШО Navy activitai2os in CONUS. The airlift contract states 


that the sckedule zeliability will be computed monthly fer 


ООШ tyre cf aircraft. Шы спе) галлартіыу is below 85 
percent, che contractor will lose entitlement in future 
years. 


NcUschedule reliaoility (Ref. 3] is determined monthly 
ty ccunting the nunber of ccntractor-caused delays and 
cancellaticns, applying these figures to a specified penalty 
value scale, suktracting the total penalty points from the 
number cf actual cépartures on scheduied flights and, 
Meade ly, Seating the result as a percentage of the actual 
departures. Figure z.1 is the penalty value scale used in 


determining the value of each delay. 


A AAN 


Ict u 
loo 
lus 
ntc 
Кл а 
IH гл 
(щл 
Ino — 
IEN 
ii; 
{зн 
10 Y 
vt 
Q 


io 


a u Ten: EEE ed 


N 
= 
со 
«bh 
о 

| 

| 

| 

к —— 





Figure 2,1 Penalty Value Scale. 


Delays which ere the responsibility of the contractor 
are measured by an accelerating scale according +c “һе 
length of time involved in the delay. Delays on turnaround 


NEUES resulting frcm lack of aircraft due to the late 
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Sl CÊ спе inbound flight will not be zsflected in the 
mon kly tating. 

Cancellations which are the r=sepons’bil,ty of che 
contractcr are meastred by a count of the stations from 
which the ccntractor failed tc depart on scheduled flights. 
A penalty value cf eight (8) is applied to each station from 
which a départure was not made. 

Figure 2.2 is a hypothetical case which illustrates the 
computaticn methcd. 


Lc. rs a ts oe ee oe ee сақы» A 


Actual derartures 

on scheduled flights (D) 390 

Delays, 20 minutes 

mons LFcurs (d) 5 at 2 points zach = 10 
ey 3 hours | : 
tc 12 hours (e) 4 at 4 points sach = 16 
durs 12 hours | 

tc 24 fcurs (D Ia 8 points sach = 8 


Delays, cover 24 hcurs (9) 0 az 16 points each = 0 
Cancellations (h) 1 at 8 points each = 8 


(T - (d +e + £ + h)) / D = 
(2390 - (10 + 16 + 8 + 0 + 8)) / 3909 = 
34€ / 390 = .892 x 190 = 89.2% 


u o O u te ست سے‎ ————— ee ————— 


سے کک D „жыйы‏ ہے مس nf‏ —————————————————— 


Figure 2.2 Sample Computation of Schedule Reliability. 
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E. OVERAGES, SHORTAGES AND DAMAGED (OSD) SHIPMENTS 


1. Iiakility 


Miemecneraetcerss hawvesiimieed liability for less or 
damage іп the QUICKTRANS system. Unlike commercial air 
carriers which carry private insurance to cover all ship- 
pers, toem contracter does not resd to caz-y private 
insurance because tkey carry only go nmen+ material and 
the government does not require it. I£ the government 
required the contractcr ro pay for all loss and damages the 
CoN гасст would obtain privat2] insurance *o cover the cost. 


Ihe gcvernmert policy is to be a self insurer and not +c pay 


for private insurance from any carriers. I cha eert tractor 
ЕНӘШІП te required te carr Pai vate п<пгапсе then the 
Gemwernm@en= would have to pay for it cthreugh increased 


Semerec. cost 

сео детп вепе вез ете the contractor of liability 
for lcss and damage (Ref. 4] to any or all government cardo, 
Ert if such loss or damage results frcm the use of 
untrained personnel, unautherized equipment operatcıs, 
neglicence cr abuse cf government cargo on the part cf the 
conzractcr's cargo handlers, pilferage of government cargo 
meee in the possessicn of the contractor, and the willful 
miscenduc* cf any of the contractorz's managerial personnel. 
Receipt of shipments ty the contractor, without excep*icn, 
is prima facie eviderce that the shipment was received in 
Hd ccndition and in acccrdence with the information 
contained in the shipment dccument. When a consignee files 
a claim with NAVMTO and the claim is fcund to be due -c one 
of these excepticns, the claim can be paid hy check or set 
aside frcm the contract amount. 

Instead of specifying dollar Ша су the 
eraci States that the contractor must give "optimum care 


and atterticn" to all shipments. More specifically, the 
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 гасс requires daily fleer checks of on-hand cargo 
against documents tc make sure that there is no astray 
Meno bt. Procedures are specified for what +0 
material is received without documents, material is received 
short, or xtra material is received. 

When shipments are received, or when found within 
the QUICRIRANS syster but are improperly prepared for shkip- 
ment, «he agent will prepare a Report of Damaged or Improper 
Shipment (DD Form €) reporting the discrepancy. When 
possible, a picture cr drawing should be included with the 
BOE. The original is forwarded to NAVMTO and a сору is 
Meta: tte reporting activity. 


2. Tracking System 


Tre Navy supplies the software for ге tracking system 
cf all GCUICKTRANS shipments. Пааа 1cn 50 shipment 
reporting and tracing this system provides data required for 
movement ccntrol, dccument processing, cargo receiving and 
Pemmeetizing, aircraft load planning and manifesting, and 
management reports. The terminal contractor is resronsitle 
for assuring that the shipments ares properly entered upon 
receirt. 


КЕСШ сга! ss noted short “¿he =erminal contractor 


. 
i 


żem will appear 


m 
enters tke shortage in the computer and the i 
ay 


on the daily OSD report for ten working days. This gives 
all perscrnel involved the time to search for and locate che 
Material. If all the tracing is complate, the ten days have 
lapsed, andthe material has not been located, a report is 
forwarded to NAVMTO. This report incluces the names of all 
contacts alcng the way. If the material is located within 
10 days and the material missed the correct destinaticn due 
to the fault of the contractor, such as overfligh-s due to 
NEON racor failing to unload, the contractor is respon- 


sible fcr rectifying the problem. If the problem was due -o 
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SemetTacCtcr Error, the shipment will be moved at the complete 
discreticn of the government and the contractcr may be 
required to bear the cost of shipment. THE CONT actor is 
allowed to make an offer of alternative shipment methods but 
final determination is made by NAVMTO. 

When shipments are no+ed to be damaged, but not 
excessively, the ccrtractor is required to take whatever 
steps are possible +o minimize further damage during ship- 
ment. If damage is considered excessive, NAVMTO would be 


Comt acted for guidance. 


F. TERMINAL CONTRACTCR 


The primary duty cf the  *ernmiaal contractor [Ref. 3] is 
to stage freight, load and unload planes and trucks, and *o 
keep track cf the freight ir “Һа system. The terminal 
contractcr also provides ramp services includirg: рт ко» 
dispatching, clocking, cleaning ramps and cabins, Auxilliary 
Fewer Units (APU's) and engine air starts (commercial fields 
only), fire guards, fresh water, wing walkers, loading, 


tiedcwn ard unloading of ballast in the aircraft, 
1. Erocsdurss 


Terminal agents are required to be en cali or avail- 
able to recéive shipments during all scheduled hours. All 
Shipments received are checked against shipping documents to 
assure that appropriate consignee markings including TCN, 
piece number, consignee address, апа other appropriate 
labels are cn each shipment. If any of che necessary infor- 
Mons missing, the contractor is required to affix it to 
the packaas. If tags are used, the contractcr is respon- 
sible fcr assuring they will not come off du 
loading, unloading, Әсиетагерогиотшоп, Тһе materiaj In 


transit must be stored in a safe and proper manner. 
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a. Receiving Procedures 


ПЕС ГЕСейзрі с> QUICKTRANS shipments, Еле 
material is checked against documentation, Weighed and 
signed fcr. The document is then raturned to «he shipper. 
If there ere any proklems with the shipment, they should be 
ШЕРей at this time fcr correction. The ict labels are made 


up frcm tke documentation and attached tc the material. Th 


iD 


use of the documentation fcr determining appropriate labels 
Memecenbessed to <=he ccntzractor because of the strong possi- 
bility of extransous marking on ths boxes. The lct label 
includes the origin terminal code, data received, the last 7 
@egees of tne TCN and the number of pieces. A ccpy of all 
СЛЕЗЕ па docusents is required to be kept by the centractor 


where the material is received. 
ТОШУ Pal letíization 


After tte shipments have been received, the 
emerac=-or is responsible for pelletizing them in a manner 
which ccnfcras to the minimum of 80 percent system 1саа 
factor. The weight and cube cr each pallet is automatically 
computed and compared with pre-established standards for 
eens. 26 Of pailet tc verify load factors. All TP1 ship- 
ments are lcaded pricr to any lower priority shipment. The 
priority is determined by the labels on the shipment 

maaners. To the maximum extent possible, each pallist 
should ccntain shipmerts for only one terminal, and shipment 
units should not be split between more thar one pallet. ТЕ 
it is necessary zo put freight for morea than one destination 
on one pallet i+ shculd not contain more than two destina- 
tions and should be packed in a way that minimizes remaking 
cf the pallet. If it is necessary to split shipments they 
will have separate dccumentżion. Pallet buildup occurs ina 


place where all cargo is readily observable for maximum 
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Hues izaticn. When totally loaded -he whole ра 
Covered in polyethelene and netted, weighed, and he weignt 
noted cn the Pallet Tally Sheez (PTS). 


Wren the Raterial arrives at destination the 
contractcr notifies the consignee by telephone and arranges 
Back Up. UpeGmumemn fi Gat Once aVallabilicy tor pick ur the 
contractcr nctes the name of “he person called, date, and 
time cn the Delivery Manifest Report (DMR). When +h2 ship- 
ment is picked up the date and time of pickup and the 
signature of the perscn making the pick-up is pur or the DMR 
for future reference. All incoming shipments are checked 
against the manifest when offloaded and will not ba released 


ШЕРЕНСПЕ dccugentatior. 
КЕШ Ат FOTCE Bases 


At scae cf the Air Force Bases which are net fully 
Serviced ky the “erminal contractor the Air Force rpersennel 
ee oru loading and unloading, which the contractor cocrdi- 
Bee in addition to doing all documentation functiors. А“ 
those bases the Air Fcrce personnel will load, unload, zepo- 
siticn, searegate and palletize material. The terminal 
contracter still retains responsibility and processes all 


documentaticn. 
4. Ccmbined LOGAIR and QUICKTRANS 


The Air Force Logistic Airlift (LOGAIR) system is 
another air freight system which is contracted by MAC. Те 
is managed by the Air Force and utilizes sous of the same 
aerial ports as QUICKTRANS. There are certain routes wnich 
utilize kcth LOGAIR and QUICKTRANS for the movement of the 
eight. In these cases where the freight moves through 


born syctems the processing is slightly different. On the 


N) 
aun 





Bemeoned rceutes the centractor maintains conformance to the 
LOGAIR requirements. ВЕГО СЕИ ЕССІЗ ПЕВ 15 manifested 
to QUICKTRANS terminals does not require documentation if it 


& 
mare ре cifloaded et the destination QUICKTRANS terminal. 
If tke shipment is to be transhipped at the destination 
QUICKTRANS +erminal, a manual TCMD will be prepared and the 


shipment wili move as regular QUICKTRANS material. 
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III. AUTOMATION SYSTEM 


——-— 


А.  QUICRETRANS INFOSYSTEM 


Tbe gcvernment fvrnishes en automated management infor- 
mation system, the QUICKTRANS Infosystem, fcr contractor use 
with the QUICKTRANS system. The contractor may use “hat 
System or furnish its own. ehe COn Tac Or usss ¿ts cwn 
system, it must keep the  governmer: up to Gate on all 
changes, and the government has unlimited rights to all data 
associated with the program. Бы сіз со Ra AIT control 


ОҒ the system, in case the contractor shoul 
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some reascn, the gcvernment is supplied a complete system 
erip: ion including such items as input/output formats, 
system data flow and cther general specifications. Ihe 
contractcr supplies all the computer  squipmen- to run the 
software. Not all of the truck terminais arə equipped with 
*he cecmputer system; therefore, different procedures must b2 


utilized at thoss points. 


E CHARACTERISTICS 


Ths intesystem is capakle of continuous online, real 
time cperations. As each item is loadsä on a pallet it is 
recorded cn the Pallet Tallly Sheet (PTS). When the PTS is 
complete each pallet is designated by a number (the Pallet 
Designatcr Number or FDN) and a Pallet Load Report (PLR) is 
Enput. Cnce the PDN is assigned -he pallet is processed in 
the system as a shipment unit [Ref. 3]. The PDN, as shcwn 
in Figure 3.1, identifies the pallet and contains infcrma- 
tion cn the buildup cf the pallet which may later be useful. 
All stations are capable of accessing their cargo cn hand, 
ty destination, for the purpose of performing warehouse 
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Е.: Қ ЕЕ EE D o! 
| | 
| 001323012 | 
| DOV: Fuxlding Terminal | 
| 323: Julian Date built | 
| 01: Sequence number by date built 
| P: Type pallet | 
| D tallet position | 
a a a o xm QUE GNE Gul mE ND m a qu ———— af 
Figure 3.1 Pallet Designatcr Number. 
checks at any time. As the cargo moves through the system 


i- is added to or deleted from the applicable cargo on hand 
ar all applicable stations. As zach pallet flows threugh 
the syster, 12% is weighed as it comes off each flight and 
differences in the weight will cause the originating station 
SEE notified. 

Flight Load Reports (FLR), which are made up from PDN's 
and assigned to the flights, аге used for loading the 
airplane as well as accounting for ail palls* movement from 
Staticn tc staticn or mode to Mode. Aircraft departures are 
Reported cn Flight Departure reports which in turn initiate 
the Pallet Manifest Summaries (PMS). The PMS is a listing 
caido, ky pallet, which is to be offloaded at a station 
including ccmpartment, PDN and TCN. If there are ary over- 
ages, Shortages, or cther discrepancies, they will be input 
ТО cke Infcsystem at this time. If an overage is noted that 
was nct previously ncted, the inputting station must include 
appropriate informaticn. The QUICKTRANS terminal listing in 

+ 


1 


Appendix A lists all the terminals and shows hat +hirtsen 


cf the twenty-nine have communications terminals. 
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C. INFORMATION CATEGCRIES 


mums Pessoa е by utilizing the INFOSYSTEM, tc extr 


Qu 


ac 
the £cllcwing zerorts or categories (and others not include 
moments list) of information: 

Wee CCH - Cargo on Hand at each terminal. 

2. PEN - Pallet Designator Number. 

ШІ ШІС = Unit Identification Code. 

TCN = Transportation Control Number. 

Bee ESE - Flight Status Record. 

feelin - Truck Icad Report- Cargo loaded aboard the 
Bruck reported by TCN. 

ШО К ИСИК ОШ ЕЕ Following Report- the Flight Fcllcwing 
Report is a summary cf the -ransactions pertaining to 
each flight. I+ includes a+ least the fcllewing 
курес ОЁ information: 

a) Ictal сртоай and criload by station. 

РР шаенасспа) time for flight poirt to point. 

SARI Cr behind time point to point. 

4) Terminal delays at each station, if any. 

e) Delay codes at each station, if any. 

f) Delay -ime in hours and minutes at each station, 
if any. 


g) Reasons for delays, if any. 


eich - Mcrning Status Report- The Morning Status 
Report 
eemeısts of fcur parts. Part one covers all termi- 


nating flights flown during the previous 24 hcurs and 
ааг бале ће flight designator, time flight termi- 
nated, terminating terminel, total flight delay/ahead 


of schedule tire, individual terminals and delays (in 


y 


hcurs and minutes), and delay reason. Part two 
eevenresseurrene clights including flight designatcr, 


ЕТА/ЕТО, current position, total flighr delay/ahsad 
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cf schedule time. Par: These COVES terpinarin 
ric IMEI UA TG CEK NUDE, *ime truck -erminated, 
EEN 119 с-егпіпал, and oral truck delay/ahsad of 
sckedule. alt оцелее CU rent trucks including 
PE rruck nutter, ETA/ETD, and terminal codes. 

The system also puts out periodic reports including a 
Daily Over, Short and Damage (OSD) report which shews all 
cveragss fzcm the previcus 24 hours and all shertages for 
the previcus ten days, and all discrepancies during the past 
Za heurs. 


D.  NCN-CCMEUTERIZED TERMINALS 


Th? procedures at sone of the truck terminals differ 


slightly kecause all the truck +erminals are not part of the 


Infosysten. Mens сезезлпастоп zern)nal 1s not part of the 
Syster, then a Delivery Manifest Resport (DMR) nust be 
requested and sent with the truck. When the truck arrives 


EN ccmmunzcating station the Shipment Input  Repor-* (SIR) 
lI Бе input. Because of ths inability of some stations to 
NET tte SIR inte the system, ЕШе6е” (сәсе On hand O? 
in-transit will not te accurate until the truck is processed 


ас ап input-cavable destinaticn. 
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IV. OPERATIONS REVIEN 
The purrose of this chapter is to review the overall 
system and to compare the actual performance of the con 


tors to tke system design. 


А.  CVERAIL FERPCRMANCE 


A study was СОНО ЕЧ п 1981 by ERS оа 25165 
Management Institute (LMI) to de-ermine if QUICKTRANS was 
cperating efficiently or if changes should be made in the 
system [Bef. 7]. The study pointed out cha“ QUICKTRANS is 
Pee@atily airlift-oriented with trucks being used when they 
were considered more efficiert. Кеса ла =O che study, 81 
percent cćf all shipments, and 75 percent of the total tons 
shipped were air shipments. In the stuđy, QUICKTRANS was 
Esmpared tc thre= otter alternatives using a combinaticn of 
commercial methods of shipment. The first alternative was 
to send all TP1and TP2 normal air shipments by commercial 
ana tte rest by ccmmercial truck. The second alterna- 
tive was to put all TPI normal air shipments or commercial 
Band al, others cn commercial trucks. Die hird was to 
ЕС а!! ТЕ! апй ТР2 псгпзі а:г shipments on commercial air, 
TP and IP2 oversized and special handling shipments on 
ООП Сс air, retain TP1 and TP2 dedicated trucks, and put 
all cthsrs cn commercial truck. Comparison of these alterna” 
‘ives to the QUICKISANS system led LMI to the follcwing 
Semweciusicns: 

1. The CUICKTRANS sys 


Aif load factors eze nearly 90 perce: 
e rans 
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Sransıt miles exceed dir 


sight percert. 
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2. The average number of transship operations pez ship- 
ment is lew -~ 70% for air shipment and 30% fer truck 
cnly shipments. 

3. Tre alternatives were either not cost effective or 
did not meet the UMMIPS time frames. 

This study did not address the issues of loss and damage 
but was faverable from an overall viewpoint. No с<һег 


studies cf this sort are available for review. 


E. D DETAILED ACTUAL СРЕКАТІОМ5 


me crder to review the actual operation of the 
QUICKTRANS system this author visited the terminals at 
Travis, San Diego, Pensacola, Jacksonville, Charlestcn, and 
Norfclk. The review was conducted from 13-19 December 1982. 
Operations at each of the terminais were observed and ques- 
tions asked of the managers and the workers. It was not 
Semsidered necessary to visit all tha terminalis in crder to 
determine if the system is being implemented as it was 
designed. If instances of deviation from the designed 
system were detected at more than one activity the sample 


Meemecnsidered indicative of the system as a whole. 


ie, CY 


Io 


rview 


Ihe system does not always function as it is 
described іп the procedures section. The system is rather 
loosely run with respect to the way the material and pa 
work are dropped off at the QUICKTRANS terminals and 
processed afterwards. There аге many cases when 

abili 
Which wculd not lend itself to establishing resporsibiiit 


cr 


t (t т 
hed 


TH 


material has mixed qowemnmesnbsconsesdgctor account 


- 


for any Camage that may occur. Deviation from the status 
quo wculd require many changes in the receiving procedures 


at the terminals resulting in additional costs and time. 
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Шотан CC ThE STU nal sery ces contract, when a 
shipment is received it is supposed to be checked agains- 
the documentation, weighed and signed for. When «he check 
1s complete the document is returned to the shipper. This 
procedure, if strictly followed, clearly delineates custcdy 
and respcrnsibili- for the material. In 
femually cccurs is that a truck will arri 
load, drzcp off the paperwork and tne material, and complete 
delivery wi<h a signature on the trucking b 
the TCMD/1348-1. The trucking bill will often be che docu- 
Dentaticn fcr a combination of shipments, none of which are 
clearly defined on the bill. Each one of che Shipments 
ШЕШІП have its own dccumentation but they would be consoli- 
feed into one trucking bill. ОПЕК Dill will citen 
memes more specific than "3 boxes" or "2 pallets", witchcur 
any reference to shirmen numbers. The delivery is not 
checked item by item and the TCMD/1348-1 is not signed unti 
pesterminal personnel take the time to process the freight 
ween May nct occur until it is being processed fer the 
Шар. 

When freight arrives at the terminal the centractor 
is required to notify the consignes. In many cases this 

ces no« occur, instead «he material is transhipped with опе 
cf the many trucking services mentioned. Norification also 
does no+ cccur a- some of the terminals where there are high 
volume custcmers whe make regular deliveries and pick-ups 
So ut notification. 

When terminal personnel begin to process the 
delivery they will use the documentation tc make up all 
labels ané verify that all pieces have arrived. Ara has 
point however, if a piece is missing che responsibility for 


less is pct clearly cefined. 





When shipments enter the QUICKTRANS system the arcss 
weights are required to be verified against the documenta- 
OR. This verification is necessary “0 make sute that 
future weights are accurate encugh to reveal any shortages. 


The weights are not verified upon receipt as required bv the 


Bencract. Because the weights are not verified, it reduces 
the likslihcod that a shortage would be discovered pricr to 
delivery at destinaticn. The TCN weight from the documenta- 
*i0n is used in determining the weights of «he full pallets 
and scme discrepancies could be detected by ccmparing the 
constructed weight tc the actual weight cf the pallet. n 


Cther werds, it would be possible to trace some losses by 
adding all the weights the shippers have assianed- to +thsiz 
documentaticn together to determine the constructed weigh- 
cf the pallet. If the weights of th2 individual shipments 
were verified, this constructed weight, when added to the 
weight cf the pallet and strapping, would be an accurate 
weight fcr the ccmplete pallet Any differences between ths 
actual weight and the constructed weight at any further 
point during shipment would be an indication cf a missing 
piece cf freight. Ey not verifying the weights upen entry 
to the system, the ability to determine missing items in 


mimes tashicn is reduced or lost. 


3. Erocessing 


If freight is damaged so badly that the ccntainer 
cannct be repaired fer further shipping the contractor is 
emmposced to notify NAVMTO for guidance. In actuality NAVMTO 
is never notified but, in most cases, the origin shipper is 
notified and proper arrangements are made. Some c£ the 
terminals have very good wcrking relations with the local 
activities, making this an expedzsnt procedure. Continued 
acceptance of these lccal procedures cculd lead to NAVMTO'S 
meapidity te enforce this provision of the contract, should 


КОК ессте desirable ir the future. 
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Шен -гезапс is processes by the contractors and the 
Bo le are noted lcst or missing, in some cases the 
КОО К ас ст returns the freight to the shipper to a 
labels. The centractor should be performing this serv 
BHsceroing tc the contract. Cone actor performances of thi 
service would tend to reduce the shipping time necessary b 
eliminating the extra wait fcr the shipper +o lakel th 
material. 

The pallets are not weighed as they come cff sach 
mmc as stated in the contract. This check, if perfcrnmed, 


could alsc kelp to identify lcsses occuring in the system. 


C.  CCMPARISON OF DESIGNED TO ACTUAL OPERATIONS 


The ccntractcr is performing most of the procedures as 
ӨШ ЛТ лез in the ccntract. Once the freight has been 
received and input, the Infosystem has been utilized very 
effectively to keep track of the freight. I+ is possible to 
track tke freight on a twenty four hour basis through the 
use cf the Infcsysten. The contractor personnel understand 
and utilize the checks and balances built into the system 
ШОЕ 1 сса+іпа missing freight. When material is noted shcrt 
after it is entered into the system, the contractor follows 
the prescribed method cf tracing The freight, and if unsuc- 
cessful, rotifies NAVMTO as required. 

ШЕ СП potentially serious shortcoming in the proce- 
dures, as implemented by the contractor, is the methed of 
En e essing che freight prior to its entering, and after 1 
leaves, the QUICKTRANS systen. Once «he freight has beer 
input to the Infosystem it is readily tracked and respcensi- 
RENE Ey established. tut not until then. Accountability fer 
freight not actually in the system would be extremely iffi- 


cule to establish. 
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V. ANALYSIS 


fae CEJECTIVES 


There are two obtectives to the analysis. Teo TESTE 
to determine whether cr not the loss or damage which cccurs 
in the QUICKTRANS system is excessive. The second objective 
is to determine the Lest method for minimizing or compen- 
Sating fcr the loss cr damage which does occur. Тһе ш= пса 
choser fcr cbtaining the second cbjeczive shculd not reduce 
the current level of service which the customers haves ccme 


to expect with regard to timeliness and ease cf use. 


B. ALTERNATIVES 


Ere Cricericn for selecting the best alternative will be 
maximum effectiveness at a fixed cost. A review of the 
cbjectives has led tc the fcllowing possible alternatives to 
ke сспрагеа: 

ОО Maintain the status quo. If the analysis reveals 
that the loss and damage which occurs in tha system 
is net excessive and ne further steps are necessary 
merecen: rol or reduce it, this wouid be tne selected 
alternative. 

2. Change the ccntracts to alicw “he government the 
mudght oto claim reimbuzsement for ali loss and or 
damage which cccurs in «he QUICKTRANS system. AS 
merticned in the introduction, ir will be necessary 
tc take into account for this alternative «he cost of 
insurance which +he ccntractor would bs required to 
Ort acum. The cos- of insurance would be a legitimate 


nerease in tke contract rate. 
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Echange the centract <0 allow for compensaticr on 
extraordirary cost items. The method for ad 
h 


> 


-ering this alternative would determine wh 


(D 


net additional costs wculd be incurred by +h 


> 
a 
“4 
о о 0 3 


ment. Іп cases cf negligence and other faults 
ccntzactor, a claims procedure already exists int 
eurrent contracto require compensation from the 
сспотастосг,. 
IS Es up an incentive-reduction method in tha contract 
wkereby paymerts to the contractor are reduced tased 
€ 


cn less and damage. As mentioned abo 


ep, che DIE, 
O 


V 
MESE *Sex1StS PTE Cl nN. copt:zact > recover 
payments from the ccntractor in cases cf negligence 
Gumecther faults: of the contractor, as mentioned in 
Chapter II: 
Pee lighten ur “he procedures то minimize possible icss 


or damages to cargo. 


ШЕ ЕЕРЕСТІУЕНЕ55 


The first objective is to determine whether cr not the 
loss cr camage which cccurs in the system is excessive. The 
only reporting system ccmmcn to ali forms of gcvernment 
@aeameccrtaticn is the Discrepancy in Shipment Reporting 
(DISREF) system. Since QUICKTRANS is essentially an air 
freight transportaticn system it should be compared to cther 
air freight systems tc determine whether or not the loss or 
damage which occurs is excessive. It could be compared to 
cther government systems such as LOGAIR or МАС but comner- 
cial air is selected as a ketter basis for comparison since 
mae ccntiactorz is a commercial cartier. Commercial air 
carriers cculd be considered a possible alternative to 
QUICKTRANS as well. 
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Пт его tako tne ссноавгтзоп the followirg infcr 


ct 


Maticn was requested from the Military Traffic Managemen 


С» 


Command (МТС) trcken down for commercial alr 
QUICKTRANS: 
1.  Tc*al number and weight of DOD shipments. 


n 


в 


EE Totali number and weight of DOD shipments for which a 
less, damage cr shortage was reported. 

EE Total dollar value of any loss, damage or shortages 
rerorted. 

Бас us internas one. 8], and *he inficrmation 
Sem@eaeined in other MIMC reports, it is possible to determine 
the percertage of Shipmenzs which are lest or damaged within 
each system by shipment and by weight, and the estimated 
cost to the government. The other statistics needed were 

n che 
Military Traffic Management Ccmmand's World Wids Traffic 


alrzady rerorted by MTMC ona quarterly basis i 


Management Statistics published each quarter based cn infer- 
Econ -aken from DISEEPs and GBLs. [Ref. 9]. 


mee LISREPS 


The formal method fcr reporting shipment discrepan- 
ES ih [Ob is through the use of Discrepancy in Shipment 
ports (LISREP), SF 361. The specifics of when they ars 
required to be used and who must use them are contained in 
the DISREF manual [Ref. 10}. Hon MOS part, ali гор 
activities are required to report short, damaged or astray 


reight valued at fifty dollars or more. There are numerous 


variations and excertions kut, for the purposes cf this 
study, tke general rule will suffice. When these coniitions 
are me*, a DISREP is required to be submitted. However, 


there is a lack of incentive for many activities to fila a 
n 


LISREF if they fael that reimbursement ls Of eke Ly. 
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Because the QUICKTRANS system is operated by governmen- 
contraczcrzs there is ro reimbursemsn- то shippers cr cons 
nees for lost or damaged material. Another ваз 
ExsUMt.ss would want to file DISREPS is to identify a 
age and clear it from their records, ог at leas: to 


ExbISsh that it was not the fault of their activity. Th 


M 


9 


higher tke value of the shipment, or the mors sensitive, th 
more it is expected that activities would want to identify 
the discrepancy. 

e fact that а DISREP would be 


Hence, despite t 
о mace or loss in the QUICKTRANS 


tn 
ct 
197 
tj 
„< 
fu oc 
f» 


required for alm 

systerm, it is pcssible that much 4295 unreported. 

Therefore, when us the DISREP data as a source >? the 

loss which cccurs in the QUICKTRANS system it sheuld be 

noted that, the lower the dollar value or the sensitiv 
= 


the loss, the less likely it is that i- will Бе с 


D. CCST ANALYSIS 


The cost to ba used in the analysis is tne total dcllar 
value cf less and damage which is reported in the LISREPS. 


fe che reported loss is less on QUICKTRANS than it is on 


ct 


commercial air this will be an indicator that no change to 
zy 


S 


the system may be necessary. If the difference is v 


(D 


small, or if mors loss is reported on QUICKTRANS, then st 


D 
Дө, 


should be taken to increase contracto? care. 

Cne cf the alternatives called for the use cf private 
insurance by the contractor. Because of the size of the air 
Bususrcrtat2cn syster it is not possible to obtain an accu- 
rate assessment of what the insurance would COS. 
Informaticn on what cther air carriers pay for insurance 
would not necessarily Бе an accurate indicaticn of the rates 
which wculd apply to CUICKTRANS. ious be necessary во 
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Ee abls tc таке bids from various large insurance ccnpariss 


after they have a chance to review tha systen. 


E. QUANTIFIABLE FACTCRS 


The data for Tatle I was derived from the  MTMC World 
Wide Traffic Management Statistics (Ref. 9] *sken fron GELs 
ANDE ISREFS, anda special report done for this study, by 
Pome, Ref. 8]. The statistics listed were selected from 
these sources to compare the QUICKTRANS system to commercial 
air. l 

As can te seen in Table II, the number, and configura- 
tion cf shipments has changed over the three years reccrded. 
The number of DISREPS recorded for commercial ir has 
remained feirly stable over this time period while “іссе for 
CUICKTRAKS have risen from 4 іп 1980 to 264 in 1982. Scme 
СЕ tke rise in DISREPS could be attributed to increased 
Shipments, and some *o increased reporting. As mentioned 
previcusly there has been some difficulty in getting all 
discrepancies reported for QUICKTRANS, and the increased 
emphasis cn reperting could be part of the reason for the 
big jump from 1980 to 1981. In order +o effectively compare 
the two systems it is necessary to compensate for the 1а: дег 
volume and ton-miles of shipments on QUICKTRANS. Ds s 
done in Table II. 

The first comparison in Table II shows  tha* on commer- 
cial air the percentage of shipments short or damaged has 
decreased cver the last three years while QUICKTRANS has 
increased slightly. However, X 1981 and 1982 the 
percentace cf discrerant shipments reported on commercial 
air was almcst double that cf QUICKTRANS. These average shert 
or damage cost (line 2) does not exhibit a conclusive trend 
for ccmmercial air cr QUICKTRANS but it does show that tns 


cost fcr commercial air has remained higher. The average 
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TABLE I 


ALL DEPARTMENT OF DEFENSE SHIPMENTS 


CATEGORY FY 1389 
COMMERCIAL AIR 
Number 
cf shipments 160,940 
Weight (tens) 
cf shipments 107123 


ton-milss 15,479,963 


Number 


SE LISR 271 


> 
Е 
5 1%,158 
t 
$ 


270,903 


ЕМЕ» UD UU ча) CUN CERE ee Se cum» 


Number 
c£ shipments = 


Weight (tcns) 


of shipments 50,312 


ton-milss 561517176 


Number 
BESDTEREES 4 
Baht 55) 
Sam UISREES 135 
Teal cost 
ADT SREFS 36 27 
(5) 
cost cf ап OSD shipeen+ (line 
QUICKTRANS to over $2,200 per 


has varied and 
the higker 


to be reported. 


was 21,500 in 198 
the value cf a 
This may have 


41 


Y 1981 


769790 


3,645 


14,477,473 


216 
15,042 


430,979 


409,885 
567 550 


Su, 5992 1852 


218 
20,358 


434,695 


3) has 


ЕВА 


amm cm — m mne 


209,998 


107563 


273936 ,520 


23 
16,136 


333,619 


428,131 
56,509 


3551435120 


264 
DP 


584, 196 


risen steadilv 


СЕ 


Shipment while commercial air 


D. As mentioned earlier, 


had the effect 


discrepancy the more likely it is 


Omer Lat and 
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TABLE II 
SELECTED COMPUTATIONS 


CATEGCRY FY 19280 FY 1981 FY 1982 
Commer ЕТСЕ Commer are Commer RE ITA 
АЗЕ IRANS ALE TRANS АМЕ 2RANS 

1. СІ сһір- 

ments shert 

cr damaced "168 г/а 2222 .054 120 25 

PAVO short 

cr damage ccst 

($) fcr all 

shipmer-s 1.68 n/a 2.44 1209 12.97 1: 36 

3. avg cost 

EE СІ cr 

damaged (41) 

shiprerts 996 907 1,994 1,995 1355 225212. 1.3 

u. avg ccst 

GE Sce 

E on-mile . 0174 - 10297 2079 „0368 .0 106 

5. avg eG 

ment weich 

(lbs) 125.80 n/a 092 282.40 100.60 264.00 

E Standard 

Insurance 

a at 

e20/1b 62.90 n/a 54.60 VO 550530 132.009 

7. avg icss 

5 ° Ер (94%) 97%) 93%) (97%) 94% 

ENT with 70 о 

BR алс ЭЕ n/a 1793) (93%) 15:5 0:6 1° 080 

Ө. azg loss 

БЕЙЕ 211 еГіг- 

ments ($) 1.58 n/a О 1.01 1.81 26 

Note: Insurance amounts for QUICKTRANS are assuming the same 

covsrags affcrded ccumercial shipments. 


the average cost of a discrepancy, especially on QUICKTRANS. 
The average cost per ton-mile (line U) indicates that 
QUICKTRANS has incurred less than one third the damage 
incurred Ey commercial aiz on this basis. 

The ccmmercial air carriers have a fairly standard Tate 
they will pay for shipment loss and damage which was usec in 
completing Table II. If a shipment is over 100 pounds they 
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"ray $0.50/pcund. “с Shon MR зле D of (¿Table 11 ths 
average shipment weight in both systems is over 100 lbs so 
the $0.50/1b rate was used as a standard rate for comoar- 
ison. Extra insurance can also be purchased and it will te 
discussed after the standard insurance. 

The standard instrance payable (line 6) was computed by 
using “¿hs average shipment weights from line 5 and the 
$0.50/lb standard insurance. A comparison of the arcunt 
payable with standard insurance (lire 6) and the average 
cost cf an OSD shipment (line 3), shows that the standered 
insurance wculd be inadequate to cover the averaqs losses. 
Ic amplify this point line 7 shows th2 average loss to ths 
government with the standard insurance in both dcllars and 
as a percentage cf tctal loss. Line 8, which was computed 
by muitirlying line 2 by the percentage loss in line 7, 
shows the effect this insurance would have over all ship- 
ments, as ccmpared tc line 2 without insurance coverage. 

These are two other types cf insurance ccmmenly aveil- 
able frcm commercial air freight carriers. These are 
declared value insurance and lump sum insurance. Declared 
value requires +he shipper to show that the OSD was the 
fault of the carrier and may require proof of the value of 
the shipment. Lump sum, or full value, insurance is paid 
regardless of fault and proof of value is not normally 
required. The declared value insurance is less expensive 
Man lume sum if the carrier cffers both. The rates cn beth 
vary tre@ 20.25 to $0.50 per $100 dollars in value of the 
shipped commodity. The amount which insurance cf this 
nature wculd cost for the whcle QUICKTRANS system cannct be 
determined without getting an insurance company's estinate 
but the range abcve should Ete representative. 

If insurance is *o be feasible it would have to cover 
the CSD which occurs without costing more than it saves. 


ШОШ Or Table ТІ Shews the cost of OSD which occurs if it 





were spread over all shipments. Assuming the full covera 
would ke desired, insurance would be purchased 

items, and using the figure in line 2 for 1982, + 
BEuceccculd nct cost mere than $1.36 per shipment. Using the 
memes tc 10.50 range, ‘the insurance would be feasible if the 
average shipment is valued under $272.00 for the $0.50/$ 100 
rate cr $544.00 for the 0.25/5100 rate. If the average 
shipment value was mcre than these figures the insurance 
would cost more than $1.36 per shipment and would nct be 
econcrically effective. If the cost of insurance, or the 
average loss were to change, it would also change the feasi- 
ity of insurarce. 


Е. | NCB-CUANTIFIABLE FACTORS 


In crder to minimize the loss which occurs it may be 
pessitle to tighten up «he procedures for processing the 
freight, leaving less opportunity for loss. This alterna- 
tive would require shippers +o spend more time cn seme 
shipments and wculd sake it more difficult to get some ship- 
ments out in the same time frames. Te “would result in 
Letter tracking of shipments and should reduce unidentifi- 
able losses. 

While nc non-negligence claims are filsd against the 
bontractor, there is little need for the contractor to be 
very careful abcut the condition of the freight which is 
received frcm the shippers. Т О CORT LaC OL LS put in a 
E ialtich of more acccuntability for the condition of the 
freight which is shipped it may be assumed that the 
contractcr weuld be more demanding on the requirements to 
the shippers. This could serve to reduce the flexibility 


which tke shippers ctrrently enjoy. 
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Mie Question of incentive to the contractor is an 


С 
ШІПССІТ which cannot te quantified. Under the currers system 


т 


the centractor is not penalized for lost or damaged freight. 
The cnly incentive under the current system is professional 
Pride and assuring the ability to compete for future 
Pema acts. If the insurance alternative is chosen the 


claims wculd be paid by the insurance ccmpany and the cost 


СЕ insurance borne by the governmant thrcugh increased 
perac-t cost. Again there is no monetary incentive to the 
contractcr to minimize loss and damages. Only the rrcspect 


cf reducec earnings provides a direct monetary incentive to 


muwcontrector. 


Fecause cf the nature cf the system, the cost сапе 
izom being shipped, and whether or not the government is 
eimkursed is not always the most iaportant Zactor. In seme 
cases the shipment can be much more important operationally 
than the dellar value would indicate. The nature of e high 
priority system is dealing wich shipments that are needed 
very quickly regardless of the dollar value. If the ship- 
ment dcas net arrive as intended, the effects could be much 


more costly than the value cf the part. 


6. DISCUSSICN OF ALTERNATIVES 


Ihe first alternative suggestS maintaining the status 
quo. This alternative was tc be selected as the preferred 
alterra+ive if the loss and damage which occurs оп the 
System is nct considered excessive and no further steps were 
Meecessary tc ccntrcl 1%. I+ has been shown that the 
reported loss and damage problem on QUICKTRANS is less Than 
that cn ccmmerciel air. It has not been shown whether or 
not the loss and damage which cccurs is excessive, Ст if 
further measures are necessary. The cther alternatives, 
which are expected tc reduce the effect of  lcss and damage 
on the system, should be reviewed for feasibility. 
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Alternative two suggested that the contract ke changed 
to allow the government the right to claim reimbursement for 
all less and damage which cccurs on QUICKTRANS. Table II 
showed tke benefits to the government if the QUICKTRANS 
system had the same insurance coverage the government +ypi- 
cally receives when shipping on commercial air. The tatle 
shows that the  propcrtion cf loss which cculd be recovered 
is very small and would net be cost effective for the 
government. More ccmprehensive insurance coverage, which 
the current government policy prohibits using, was also 
compared tc show tke possible benefits. The comparison 
showed tiat if the average shipment is valued under $544.00 
ENS insurance could be cost effective to the gcvernmert. 
Since tre average reported less on QUICKTRANS in 1982 was 
$2,212 this may indicate that the average shipment is valued 
at more than $544.00. If the average shipment value vas 


less than $544.00 and insurance was to be used, the cost cf 


the insurance would ke borne by the government and the 
EU -actcr would incur no additional cost if freight was 
damaged or lost. The wUuSe Wer ansitance would nct previde 


incentive fcr the ccntractcr tc reduce loss and damage in 
the zysten. 

Alternative three requires contractor compensation for 
less and Gamage on extraordinary cost items. This alterra- 
tive wculd require special procedures for differentiatina 
the extraordinary cost items in crder to assure compensation 
if lest cr damaged. Singling out these items would allow 
for better control cf “hem and would give the contractor 
mors incentive to avoid loss and  damags, but would dc 
nothing tc provide mcre incentive for the routine shipments. 
Because cf the unclear accountability upcr entry tc the 
system, which was mentioned above, special processing would 
te required for this freight. Signature Service is already 
available on QUICKTRANS and would clearly establish fault in 
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j 


most cases cf icss and damage. Because this alternative 
Gees not deal with all freight in the system iż will nct b 
considered as a viable alternative for the system. ү те 
procedure which could reduce overall cost of loss and damage 
to be used in СОП соп Вип спе of the cther 
alternatives. 

The incentive-reduction method was suggested in alterna- 
ENS four. An incentive-reduction plan would not require 
BEEccontraector tc obtain insurance and would therefore not 
resul+ in increased direct cost to “he government. A reduc- 
Eun tte incentive payments made to the ccentractc- could 
be based on actual lcss of cn a tandem sampling of shipments 
to determine a percentage lost or damaged. The advantage of 
these methods is that they would give thə contractor direct 
incentive tc reduce loss and damage in order to assure the 
incertive payments are not reduced. The disadvantages to 
this incentive-reduction method would be higher ccsts and 
less expedient processing because “һе contractor would 
undouktedly insist on better accountability for the freight. 
I+ was merticned in the beginning of the operations review 
that the responsibility for the freight is unclear because 
the freight was not always checked and signed for upon 
receipt. If this prccedure was enforced by the government 
cr the ccntractor, it would increase the processing time and 
paobakly the contractcr cost. 

Alternative five suggests another way to reduce the 1css 


and damace through tightening up the procedures as defined 


moe che ccntract. This alternative would have the same 
disadvantages as alternative four, namely, increased 
processing time and increased costs. Ip addit on it would 


require the government to monitor procedures to assure the 
contractcr was complying with the contract. The advantage 
would be increased accountability and control freight 


of 
moving through the system, and the resultant reductien in 
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loss and damage. bs alternative "Would noz. ==quíre any 
Euge с ¿he contract Since the provisions already exist, 
but it may require renegotiation because the procedures have 

f the 


o 
Me eased ccst and difficulty in enforcing thís alternative, 


rt 


not been previously enforced. Therefore, because 


it should net be considered further. 
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VI. CONCLUSION 

The CUICKTRANS system is reasonably effective based on 
the the computerized material control and the way it is 
designed tc be implemented. In other worās the system , as 
designed, is complete, with no major loopholes in the ргосә- 
dures as written. The formas and schedules were designed 
ШЕШ the bottom up to be convenient for the DOD shippers, 
and the dccumentation is simple and straightforward. 
However some of the frecedures which the contractor performs 
ES NCE in Strict compliance with the contract as pointed 
cut in the crerations review. Some of these inconsistencies 


have the potential for becoming sericus problems on the 


system Should the ccntractor become 1255 interested in 
ГЕ Бога: па the job ccrrectly. 
А. RECCMMENDATIONS 

In studying the possitle alternatives, the lack of 
complete 1с=ѕ and damage information makes an accurate 
recommendation difficult. I+ is recommended that sters be 


pu 
t1 
(t 
О 


О 


taken to ensure all lcss and damage is reported in orde 
more accurately assess the problems in the future. The data 
used is ccnsidered adequate for the purposes of this study 
but further refinement would require more accurata infcrma- 
son. 

Based cn the available data shown in Table II, the 
CUICKTRANS system does not incur as much loss ard damage as 
the ccmmercial air system. Therefore, any changes in the 
cverall system would nct: ke considered necessary. seme 
items which move in the QUICKTRANS system are valuable 


enough, or strategically important enough, to warrant 


49 





Afferent procedures. A different method should be imple- 
mented fer «his type of shipment through the use of signa- 
ture security or similar procedures. Shipments lost or 
damaged using this method should result in a réducticn in 
Area certive paid tc the ccntractor, as discussed in alter- 
native fcur, rather than by processing claims as discussed 
in alterrative “жо. Reduction of the incentive payments to 
the contractors would not te considered an expense tc the 
contract which could be used to justify increased rates, 
The signature security, or similar procedures, would clearly 
identify the responsibility and show non-performance of the 
EEntrac-t. Utilizing these procedures for everything in the 
system wculd require unnecessary additional worklcad and 
additional cest to tke government, and should not be imple- 
mented at this time. 

Tre camage statistics should continue to be refined and 
compared to assure tke system does nc* begin to dsteriorate. 
If the lcss and damace in the system ever exceeds the amount 
in the ccmmercisl air system or sone other standard «hen 
measures shculd be taken to increase the overall financial 
responsibility of the carrier through the use of reduced 
incentive payments. The use of reduced incertiv= payments 
is selected by the author as the best method fer minimizing 
*he impact cn the gcvernment. Other methods may compensate 
the government financially but do not provide as much direct 
incentive to the contractor to reduce the loss and damage on 
the system. The financial cost may also be minimal compared 


to the effect of missing freight on operations. 
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CUICKTRANS TERMINALS 


DESTINATICN 
LOCATICN COMMUNICATION 
IDENTIFIFFS TERMINAL 


EOS 
NCO X 
WRI 
PHL 
ENE 
DOV Х 
ССА 
NHK 
NGU X 
IND Х 
NKT 
ers X 
Кат 
МІР X 
СОЕ к 
МОХ X 


LOCATION 
Boston, МА 

Newport, RI (NETC) 
Wrightstown, NJ (HcGuire AFB) 
Philadelphia, PA (Naval Shpyd) 
Philadelphia, PA (Forms Ctr) 
Dover, DE (Dover AFB) 
Washington, D.C. (NAVSTA) 
Patuxent River, MD (NATC) 
Norfolk; TA (NAVAIRSTA) 

WET COOK ALEDOTt, IN 

Спести росе, NC (MCAS) 
Charleston, SC (АРВ) 

Kings Bay, GA  (SUBASE) 
Jacksonvills, FL  (NAVAIRSTA) 
Cape Kennedy, FL (AFB) 


Key West, FL (NAVAIRSTA) 
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BESTTINATICN 


LOCATICN COMMUNICATION 

IDENTIFIERS TERMINAL LOCATION 

NPA X Fensacola, FL (NAVAIRSTA) 

NZY X San Diego, CA (NAVAIRSTA) 

NTD NAS Foint Magu  (NCBC) 

NGZ Cakland, CA (NSC) 

NLC Lemoore, CA (NAVAIRSTA) 

590 Х Pravis AFB, СА 

IGB X Long Beach, CA (NSC) 

ICM X Taccma, WA (McChord AFB) 

PWT Bremerton, WA (NSC, Pugent Sd) 
NUW Whidbey Island,WA (NAVAIRSTA) 
INH Indianhead, MD (NAVORDSTA) 
CAG Dahlgren, VA  (NAVWEAPSTA) 

GCN New London, CT (SUBASE) 


Source: ref 3 
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APPENDIX B 


QUICKTRANS MAP AND SCHEDULES 
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QUICKTRANS FLIGHT SCHEDULE 
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"REAL CCWN! ALL TIMES ZULU "READ UP! 
------------- L100------------AIRCRAFT-------Li00-------------- 
222 222 133 1ш ІКІР 142 1% 634 
SUN TUE SUN TUE TERMINAL MON SAT SUN 
E THU MON WED TUE SUN MON 
WED Fai ZHU FR/SA IN/ZER WED THY 
ORIG ORIG DOV TERM TERM 
0915 0845 0630 0715 
1015 0945 NGU 0535 0620 
1130 1100 0%20 0505 
1245 CHS 0250 0335 
1345 0150 0235 
1455 NIP 0045 ТЕРМ 0130 
1610 2330 2359 ORIG 
CHS 2250 
2150 
NGU 2005 
1850 
1740 NPA 2210 
1840 2110 
1400 IND 1640 
1500 1540 
2136 0100 NZY 153523005 
224599215 1420 0850 
ORIG ORIG 0045 0415 SUU 1230 0701 
0845 0320 ТЕВМ ТЕЕМ ORIG ORIG 
1105 C540 TCM 
1235 0710 
1456 С $25 SUU 
TERM TERM 





APPENDIX C 
DEDICATED TRUCK SCHEDULE A 


meal Ne SLOG | => == 


737 36 733 731 725 72B 72А 721 Pao identity 
MON F/SA MON MON MON WEL WED MON OPER 
Er EDI CE TU/TH TU/TH Terminal 
BERT SU-TH FRI ERT КЕТ PRT DAYS 
27! go 54! 54! 40! 40! 25! 35"! 3 2< 0r Truck 
ORIG OCORIG ORIG ORIG 
0600 0930 0830 0500 L McCherd AFB 
1130 0800 A 
TERM TERM 1 Mhidby Isl 
0730 1100 А 
TERM TERM L Bremerton 
ORIG ORIG A 
0430 18C0 L San Diego 
21C0 А 
2200 L Leng Beach 
ORIG А 
1600 L NSC Caklend 
ORIG 18CC 0800 A 
UO TEFY TOS IM L Travis AFB 
À 
LEES Tec 
0700 А 
0800 LT Teng Beach 
1000 A 
1100 L Point Magu 
1130 A Port 
TERM L Hueneme 
130 А 
TERT L Lemocre 
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meeminal 

PAYS 
EE e cf Truck 
McChord AFB 
Wiidrgy Isl 
Premertcn 
San Diego 


Long E¢ach 


mee Caklard 


Long Eeach 
Foint Magu 
Bort 


Hueneme 


Lemocr=2 


n» t^ > т т > t4 > t5 m t4 05 € w Lb p t D t5 m t5 p 


SCHEDULE ВБ 


---all times local--- 


122 


MON 
Bu 
ERT 
go 
TERM 
18С0 
1500 
ORIG 


726 


MON 
thru 
PRI 
40! 
TERM 
1700 


1530 
ORIG 


32 


MON 
тг 
ЕНТ 
514 ۹ 


TERM 
0300 
2400 
2300 
1300 
1200 
1000 
ORIG 


56 


734 


MON 
ehru 
ARI 
54% 


TERM 
2230 


2000 
1930 
1630 
1730 
1530 
1430 
1400 
ORIG 


736 


MON 
E 
FRI 
40! 


TERM 
0830 
0700 
ORIG 


738 


MON 
rece 
ERT 
275 


TERM 
1900 


1500 
ORIG 
























APPENDIX D 
CONTRUCK MAP 
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APPENDIX E 


NORTHEAST DEDICATED TRUCK SERVICE 


BRUINSWICK eu 
A 7 
'— — * ROUTE 71 PORTSMOUTH 


e ROUTE #2 
ROUTE #3 





BILLERICA рт 
SOUTH WEYMOUTH 


DAVISVILLE 
HARTFORD 
® n No C» 
> NEWPORT 
NEW LONDON/GROTON 
BROOKLYN 25 


LEONARDO/EARLE eg NWS EARLE 

e j 

PHILADELPHIA AT 
CHESTER 4% 






BALTIMORE 
2 


NORFOLK \ 
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